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The  preparation  of  this  document  was  financed  in  part  through 
a  Comprehensive  Planning  Assistance  Grant  from  the  United  States 
Department  of  Housing  and  Urban  Development,  under  the  provisions 
of  Section  701  of  the  Housing  Act  of  1954,  as  amended. 


PREFACE 


This  bulletin  contains  simple  organizational  charts  for  the 
alternative  forms  of  government  and  other  information  explain- 
ing options  under  the  Voter  Review  Process.   The  charts  outline 
essential  facts  regarding  each  form  of  government  and  includes 
references  to  their  major  strengths  and  weaknesses.   The  charts 
and  outlines  can  be  used  to  assist  study  commissioners  to  ex- 
plain the  alternative  forms  of  government  to  various  audiences. 

One  method  of  effectively  using  this  material  may  be  to  copy 
the  information  on  poster  board  for  use  in  public  meetings. 
Another  technique  is  to  use  these  pages  with  an  overhead 
projector  borrowed  from  a  school. 

This  booklet  can  be  taken  apart  and  the  charts  used  separately 
since  they  are  printed  on  only  one  side  of  the  page.   You  may 
want  to  reprint  certain  charts  for  use  at  meetings  or  ask  news- 
papers to  publish  the  charts. 

We  hope  you  find  these  charts  useful  in  explaining  the 
alternative  forms  of  government  to  the  public. 


DALE  A.  HARRIS 
DIRECTOR 


VOTER  REVIEW  OF 
November  5,  1974 
October  1,  1975 
June  1,  1976 

August  1,  1976 

30  days  before  election 

2  successive  weeks  in  the 
period  before  election 

November  2,  1976 

60  days  after  election 


December  1,  1976 


December  1,  1976 

January  7,  1977 

February  8,  1977 
April  5,  1977 

May  2,  1977 
June  30,  1977 


LOCAL  GOVERNMENT  TIMETABLE 

Election  of  study  commissions. 

Deadline  for  general  public  hearing. 

Deadline  for  distribution  of 
tentative  proposed  form. 

Deadline  for  adoption  of  final  report. 

Deadline  for  distribution  of  report 
to  qualified  electors. 

Publish  a  summary  of  findings  and 
recommendations  in  a  newspaper. 

Deadline  for  special  election  on 
alternative  forms  of  government. 

Deadline  for  filing  petitions  for 
judicial  review  of  the  procedures 
to  adopt  the  alternative  form  or 
charter. 

Deadline  for  filing  existing  or 
proposed  plan  of  government  with 
state  and  local  agencies. 

Effective  date  of  reapportionment 
plan  and  provisions  creating  offices 
for  purpose  of  electing  new  officials. 

Deadline  for  filing  nomination  dec- 
larations for  county,  city  and  town 
primaries. 

Special  local  government  primary  to 
nominate  candidates. 

Special  local  government  general 
elections  to  elect  local  government 
officials. 

Effective  date  of  new  code  of  local 
government  law.   Effective  date  of 
new  forms  of  local  government.   Newly 
elected  members  of  local  governments 
assume  duties  of  office. 

All  study  commissions  tem^inate 
June  30,  1977. 
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COMMISSION-EXECUTIVE  FORT-l 


STRONG-WEAK  MAYOR  OPTIONS 


POWER  OF  APPOINTMENT 
The  executive 

.may  appoint  and  remove  all  employees  --strongest 

.requires  commission  consent  to  appoint 

department  heads  — strong 

may  remove  department  heads 

may  appoint  and  remove  all  other  employees 
.requires  commission  consent  to  appoint 

and  remove  all  department  heads  --less  strong 

may  appoint  and  remove  all  other  employees 
•requires  commission  consent  to  appoint  and 

remove  all  employees  — weak 

VETO  POWER 
The  executive  may 
. veto--subject  to  override  by  2/3  commission 

vote  --stronger 

.veto- -subject  to  override  by  majority  plus 

one  — strong 

. not  veto  --weak 

SUPERVISORY  POWER  OVER  DEPARTMENTS  AND  BOARDS 

The  executive  shall 

.control  the  administration  of  all  depart- 
ments and  boards  --strong 

.control  the  administration  of  all  depart- 
ments and  boards  to  the  degree  authorized 
by  the  commission  --weak 

BUDGET  POWER 
The  executive  shall 

.prepare  budget,  present  to  commission         --strong 
.prepare  budget  jointly  with  commission        — weak 

FACTS 

1.  123  out  of  126  Montana  cities  and  towns,  ranging  from 
Bearcreek  with  31  people  to  Billings  with  a  population  of 
61,581,  have  some  variation  of  the  weak  mayor  Commission- 
Executive  form. 

2.  The  salary  range  of  Montana  mayors:   from  no  pay  to 
$20,000. 

3.  The  Strong  Mayor  form  would  be  new  to  Montana. 

4.  About  55%  of  the  nation's  cities  over  5,000  popula- 
tion with  Mayor-Council  form  provide  the  mayor  with  some  form 
of  professional  administrative  assistance. 

5.  In  the  United  States,  50  counties  (8  of  which  have 
populations  less  than  30,000)  provide  for  elected  county 
executives;  Montana,  to  date,  has  none. 


STRONG  MAYOR  OPTIONS 


STRENGTHS 


1.  Clear  division  between  executive  and  legislative 
functions. 

2.  Centralization  of  administrative  authority  enhances 
government  efficiency. 

3.  Executive  visible  and  accountable  to  public. 

4.  Strong  policy  leadership,  including  exposure  and 
debate  of  issues. 

5.  Since  elected,  will  respond  to  public  will. 

6.  An  Administrative  Assistant  to  the  mayor  may  be 
hired  to  provide  professional  management. 


WEAKNESSES 

1.  Excessive  responsibility  for  popularly  elected  exec- 
utive who  may  not  also  be  a  competent  administrator. 

2.  Conflict  between  executive  and  commission  may  lead 
to  deadlock. 

3.  Executive  may  compromise  on  issues  to  gain  re-election. 


WEAK  MAYOR  OPTIONS 


STRENGTHS 


1.  Responsibility  divided  between  executive  and  commis- 
sion; an  advantage  if  mayor  is  not  competent  administrator  or 
if  mayor  is  part  time  or  low  salaried. 

2.  Since  elected,  the  executive  is  likely  to  respond 
to  public  pressure. 

3.  Spreads  work  responsibility  among  elected  commission 
members  and  mayor. 

4.  An  Administrative  Assistant  to  the  mayor  may  be  hired 
to  provide  professional  administration. 


WEAKNESSES 

1.  Creates  unclear  lines  of  authority  and  accountability. 

2.  Does  not  provide  strong  political  or  administrative 
leadership. 

3.  Since  department  heads  are  not  clearly  accountable  to 
mayor  and  since  commission  shares  administrative  powers,  super- 
vision of  policies  may  not  be  coordinated. 

4.  Limited  effectiveness  in  implementing  policies. 

5.  Can  create  excessive  demand  on  aldermen's  time. 

6.  Lacks  professional  administrator. 
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COMMISSION-MANAGER  FORM 


FACTS 


1.  Three  Montana  cities  (Helena,  Great  Falls,  Bozeman) 
and  one  county  (Petroleum)  operate  under  Commission-Manager 
form. 

2.  Fifty  million  Americans  live  in  communities  governed 
by  Commission-Manager  form. 

3.  Fastest  growing  form:   number  of  municipalities  with 
a  Manager  has  increased  from  0  in  1912  to  2,391  in  1974.   (Now 
33%  of  all  cities  and  towns  in  U.S.) 

4.  44%  of  all  cities  of  5,000-25,000  population  (530) 
are  manager  cities. 

5.  451  communities  between  2,500-5,000  population  have 
manager. 

6.  282  communities  below  2,500  population  have  manager. 

7.  Some  form  of  appointed  manager  or  administrative 
office  is  used  in  18%  of  the  counties  in  the  U.S. 

8.  Average  salary  for  managers  in  cities  under  2,500  is 
$10,500. 

9.  1974  manager  salaries  across  the  United  States  ranged 
from  $8,000  to  $50,000. 

STRENGTHS 

1.  Manager  hired  on  basis  of  administrative  experience. 

2.  Clear  separation  of  administrative  and  legislative 
functions;  commission  responsible  for  establishing  policy, 
manager  for  implementing  policy. 

3.  Centralized  administrative  authority  can  lead  to 
greater  efficiency. 

4.  Manager  lightens  workload  of  commission,  making 
council  positions  more  attractive. 

5.  Clear  lines  of  authority  and  responsibility. 

6.  Incompetent  manager  can  be  fired  at  any  time. 

7.  Commission  responsible  to  voters. 

8.  Mayor  can  provide  political  leadership  while  manager 
provides  administrative  leadership. 

WEAKNESSES 

1.  Manager  not  directly  accountable  to  voters. 

2.  Political  leadership  may  be  lacking. 

3.  If  manager  is  not  a  resident,  he  may  not  be  sensitive 
to  community  problems. 

4.  Fear  of  too  much  authority  vested  in  an  appointed 
officer. 

5.  Fear  of  rapid  turnover  in  managers. 

6.  Fear  of  cost  of  manager. 
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COMMISSION  FORM 


FACTS 


1.  55  out  of  5  6  Montana  Counties  employ  Commission  Form. 

2.  Has  longest  tradition;  oldest  basic  form  of  county- 
government. 

3.  No  cities  in  Montana  utilize  Commission  form;  only 
4%  of  the  nation's  cities  have  Commission  form. 

4.  After  1977,  county  commissioners  will  have  both 
legislative  and  executive  powers. 

5.  County  commission  form  may  provide  for  election  or 
appointment  of:   sheriff,  county  attorney,  clerk  and  recorder, 
treasurer,  assessor,  coroner,  public  administrator,  superin- 
tendent of  schools,  surveyor,  auditor,  clerk  of  court. 


STRENGTHS 

1.  Most  familiar  county  form  to  Montanans. 

2.  Dividing  executive  authority  among  several  commis- 
sioners guards  against  concentration  of  power  in  one  individual. 

3.  Election  of  row  officers  makes  them  responsive  to  the 
voters. 

4.  Commission  form  in  rural  areas  means  government  by 
friends  and  neighbors  who  reflect  local  attitudes  and  values. 

5.  Spreads  work  load  among  separate  offices. 


WEAKNESSES 

1.  No  clear  separation  between  legislative  policy  making 
and  administrative  functions. 

2.  Plural  executive  creates  blurred  lines  of  authority 
and  accountability. 

3.  Difficult  for  voters  to  familiarize  themselves  with 
long  ballot  of  "row"  officers,  i.e.  sheriff,  auditor,  coroner, 
etc. 

4.  Due  to  many  elected  officers  and  lack  of  strong 
executive  authority,  effective  supervision  and  coordination  of 
policies  is  difficult. 

5.  Because  of  long  terms  (6  years)  commissioners  may  not 
be  responsive  to  voters. 

6.  Does  not  provide  for  professional  management. 

7.  Encourages  proliferation  of  separate  boards  and  com- 
missions to  administer  programs. 
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COMMISSION  CHAIRMAN  FOWl 


FACTS 


1.  The  Conunission  Chairman  form  is  a  new  form  for 
Montana, 

2.  The  commission  must  contain  a  minimum  of  five 
members. 

3.  Similar  to  Parliamentary  form  of  government  in  which 
the  commission  selects  one  of  its  own  members  to  be  the  chief 
executive. 


STRENGTHS 


1.  Provides  for  a  strong,  single  executive. 

2.  Minimizes  sharp  executive- legislative  conflicts 
because  chairman  has  confidence  of  commission. 

3.  Possibility  of  strong  policy  leadership  and  adminis- 
trative effectiveness. 

4.  Commission  can  choose  its  own  leadership  from  member- 
ship of  commission. 

5.  Chairman  has  confidence  of  commission,  but  if  ineffec- 
tive, can  be  quickly  replaced  by  commission  vote. 


WEAKNESSES 


1.  Chairman  may  not  necessarily  possess  administrative 
or  management  ability. 

2.  Possibility  of  frequent  chairman  removal  might  impair 
policy  and  administrative  effectiveness. 

3.  Executive  (chairman)  is  not  directly  chosen  by  voters. 

4.  Fusion  of  legislative  and  executive  powers. 
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TOWN  MEETING 


FACTS 


1.  Limited  to  towns  under  2,000  population. 

2.  Oldest  form  of  local  government  in  America. 

3.  New  to  Montana. 

4.  Its  previous  use  has  been  confined  to  6  New  England 
states. 

STRENGTHS 


1.  Could  lead  to  strong  sense  of  community  and  citizen 
participation. 

2.  Could  diminish  sense  of  powerlessness  on  the  part 
of  citizens. 

3.  Important  issues  can  be  discussed  in  a  public  forum. 

4.  Chairman  can  provide  strong  executive,  political  and 
administrative  leadership. 


WEAKNESSES 


1.  Complex  problems  are  difficult  to  deal  with  in 
public  meetings. 

2.  Meetings  are  infrequent,  could  lead  to  episodic 
government. 

3.  Citizen  apathy  might  make  it  ineffective,  leading 
to  government  domination  by  vested  interests. 


CHARTER  FORM 


FACTS 


1.  Charter  writing  is  new  to  Montana. 

2.  A  charter  must  specify  chief  administrative  respon- 
sibilities. 

3.  Must  specify  legislative  body* 

4.  Has  self-government  powers. 

5.  Parts  of  proposed  charter  may  be  submitted  to  elec- 
tors as  separate  questions. 

6.  With  regard  to  orgazinational  structures,  Charter 
provisions  supersede  state  law. 

7.  Charter  may  limit  self-government. 

STRENGTHS 

1.  Tailor-made  form  of  government. 

2.  Can  limit  authority  of  local  government  to  accomodate 
local  sentiment. 

3.  Citizen  pride  in  drafting  their  own  government  document. 

4.  Specific  structures  and  procedures  can  be  mandated  by 
Charter . 

WEAKNESSES 

1.  Requires  referendum  to  amend. 

2.  The  drafting  of  a  charter  may  be  considered  too 
technical  . 

3.  Provisions  adopted  may  be  too  specific,  limiting 
government  flexibility  . 


DISINCORPORATION 


FACTS 


1.  County  will  provide  services  if  municipality  disin- 
corporates. 

2.  If  disincorporation  is  approved,  local  assets  trans- 
ferred to  county. 

3.  County  may  establish  tax  and  service  districts. 

4.  Boundaries  of  service  districts  to  provide  former 
municipal  services  can  be  larger  than  former  municipality. 

5.  Local  residents  responsible  for  outstanding  indebt- 
edness. 

6.  Any  city  or  town  may  disincorporate. 

7.  Number  of  unincorporated  places  in  Montana  over  50 
population  -  209. 

Number  of  unincorporated  towns  over  1,000  -  17. 
Number  of  unincorporated  towns  50-999  -  192. 
Number  of  incorporated  towns  50-999  -  67. 
Examples: 

Lolo  (pop.  1,500) 

Lincoln  (pop.  1,000) 

Lakeside  (pop.  600) 

Augusta  (pop.  500) 

Highwood  (pop.  150) 


CONDITIONS  WHICH  MIGHT  LEAD  TO  DISINCORPORATION 

1.  Little  local  interest  in  municipal  government. 

2.  Tax  base  declining. 

3.  County  may  be  able  to  provide  more  efficient  and 
economical  services. 

4.  Indirect  means  of  city-county  consolidation. 

5.  Town  or  city  may  be  only  providing  one  or  two  services 
that  county  could  easily  provide. 

6.  Tax  inequities  between  municipality  and  surrounding 
residential  and  commercial  growth. 


REASONS  FOR  NOT  DISINCORPORATING 

1.  Citizens  may  feel  county  government  too  far  away  and 
impersonal  to  be  responsive. 

2.  Sense  of  community  may  outweigh  economic  urgency. 


MONTANA  COMMUNITIES  OVER  50  POPULATION 

Incorporated  126 

Unincorporated         209 

Total       335 


MONTANA  COMMUNITIES  50-999  POPULATION 

Incorporated  67 

Unincorporated         192 

Total       259 


MONTANA  COMMUNITIES  OVER  1000  POPULATION 

Incorporated  59 

Unincorporated  17 

Total        76 


SELF-GOVERNMENT  POWERS 


FACTS 


1.  Provided  by  1972  Montana  Constitution. 

2.  Self-government  -  powers  not  denied  by  the  state. 

3.  Self-government  powers  not  an  option  for  commission 
form. 

4.  State  law  applies  until  superseded  by  local 
ordinance. 

5.  Self-government  powers  given  to  city  or  town  com- 
mission can  be  exercised  only  by  ordinance. 


STRENGTHS 


1.  Gives  local  officials  authority  and  responsibility 
to  ACT. 

2.  Increased  flexibility  in  type  and  level  of  service 
provided  by  local  government. 

3.  Quick  response  to  local  problem  possible. 

4.  Authority  to  set  salaries  of  local  officials. 

5.  Local  determination  of  priorities. 

6.  Authority  to  set  property  tax  mill  levy  ceilings. 

7.  If  charter  is  adopted,  limits  can  be  placed  on 
self-government  powers. 


WEAKNESSES 


1.  Fear  that  incompetent  officials  would  exercise 
excessive  power. 

2.  Freedom  to  increase  services  may  lead  to  unaccept- 
able tax  increases. 

3.  Part-time,  nominally-paid  officials  may  not  want 
added  responsibility. 

4.  Future  Legislatures  can  place  further  restrictions 
on  powers  of  self-government  units. 


SERVICE  TRANSFERS  AND  CONSOLIDATIONS 


A  service  transfer  is  the  transfer  of  authority  for  the 
provision  of  a  service  from  one  unit  of  government  to  another. 
A  service  consolidation  is  the  sharing  of  authority  for,  or  the 
cooperation  among,  units  in  the  provision  of  an  areawide 
service. 

Examples  are  the  transfer  of  responsibility  for  the  con- 
struction and  maintenance  of  streets  or  law  enforcement  from 
a  municipality  to  the  county. 


FACTS 

1.  Each  service  transfer  will  be  voted  on  separately, 

2.  A  service  transfer  is  not  a  substitute  for  an 
alternative  form. 

3.  A  service  transfer  requires  a  joint  proposal  by 
cooperating  study  commissions. 

4.  Adopted  by  simple  majority  of  those  voting. 

5.  May  be  amended  or  terminated  by  referendum  only. 

6.  Service  transfers  that  could  be  considered: 

Road  construction  and  maintenance 
Law  enforcement 
Bookkeeping,  tax  collection 
Fire  protection 
Library  services 


STRENGTHS 

1.  Parallel  city  and  county  departments  and  services 
may  be  combined. 

2.  Financial  burden  is  shared. 

3.  Efficiency  gained  through  economy  of  scale. 

4.  Better  areawide  planning  possible. 

5.  Services  provided  more  equitably. 

6.  Needs  to  be  approved  by  voters  rather  than  local 
officials. 


WEAKNESSES 

1.  Local  residents  may  feel  a  loss  of  control  over  the 
quality  of  service. 

2.  A  piecemeal  approach  to  solving  areawide  problems. 

3.  Very  complex  to  create,  depending  on  the  method  of 
transfer  used. 

4.  May  lock  units  into  a  long-term  arrangement  that  is 
difficult  to  amend. 


CONSOLIDATION 

Consolidation  is  the  merger  of  two  separate  local  government 
entities;  thus  a  city  and  a  county  can  merge  to  form  a  single  local 
government.   Types  of  consolidation:   city-county,  county-county , 
county-county  with  one  or  more  cities  or  towns. 

FACTS 

1.  Any  alternative  form  of  government  is  available  when 
governments  consolidate. 

2.  Consolidation  proposal  can  be  submitted  to  voters  only 
by  cooperating  study  commissions;  city-county  proposal  requires  a 
simple  majority  of  those  voting  on  the  question;  county-county 
consolidation  requires  a  separate  majority  of  those  voting  on  the 
question  in  each  county. 

3.  Nationally,  13  out  of  55  attempts  at  consolidation  have 
been  successful. 

4.  If  a  city  and  county  consolidate,  other  municipalities 
in  the  county  can  opt  not  to  be  included  in  the  consolidation. 

5.  The  ordinances  of  the  consolidated  government  are  to 

be  revised  within  2  years  after  the  ratification  of  the  consoli- 
dation plan. 

6.  Service  and  taxing  districts  can  be  established  for  for- 
mer municipal  services. 

7.  Consolidated  unit  has  powers  of  former  city  and  county. 

8.  Pension  rights  of  employees  are  preserved. 

9.  Consolidations  include: 

Denver-Denver  County,  Colorado  1904 

Carson  City-Ormsby  County,  Nevada  19  69 

Lexington-Fayette  County,  Kentucky  1972 

Nashville-Davidson  Co. ,  Tennessee  1962 

Columbus-Muscogee  County,  Georgia  1970 

Suf folk-Nansemond  County,  Virginia  1972 

STRENGTHS 

1.  Can  provide  services  to  areas  where  population  is  too 
small  to  support  separate  government  structures. 

2.  Avoids  duplication  and  overlapping  of  functions. 

3.  Services  may  be  provided  more  efficiently. 

4.  More  equitable  taxation  for  fringe  areas  using  municipal 
services. 

5.  More  equitable  distribution  of  services  to  outlying  areas. 

6.  Mobilizes  resources  of  area  to  solve  areawide  problems. 

7.  Better  areawide  planning  possible. 

8.  Simplifies  existing  government  structure. 

9.  Single  government  would  increase  visibility  and  account- 
ability of  government  officials. 

WEAKNESSES 

1.  Rural  residents  may  fear  the  cost  of  urban  problems  will 
be  forced  upon  them. 

2.  Communities  may  fear  loss  of  autonomy. 

3.  Citizens  of  small  communities  may  fear  domination  by  large 
population  area. 

4.  Resistance  from  government  employees  and  officials. 


CONFEDERATION 

Confederation  is  an  agreement  between  a  county  and  cities 
and  towns  within  the  county  to  cooperate  in  the  delivery  of 
services  by  sharing  responsibility  for  the  delivery  of  those 
services.   Certain  services  are  assigned  to  the  county  to  be 
delivered  county-wide.   Other  services  are  assigned  to  munici- 
palities.  Some  may  be  shared. 

FACTS 

1.  May  be  created  only  by  charter. 

2.  Must  be  a  joint  proposal  of  cooperating  study  commis- 
sions. 

3.  Each  confederated  unit  can  have  different  form  of 
government. 

4.  Confederated  plan  can  provide  for  a  joint  county 
legislative  body  that  includes  members  of  city  legislative 
bodies. 

5.  Plan  may  provide  for  single  executive  for  all  con- 
solidated units  of  government. 

6.  The  ordinances  of  the  confederated  government  are  to 
be  revised  within  two  years  after  ratification  of  the  confed- 
eration plan. 

7.  Service  and  taxing  districts  may  be  created  to  provide 
former  and  new  services. 

8.  Confederated  unit  has  powers  of  both  city  and  county. 

9.  Pension  rights  of  employees  are  preserved. 
10.   Confederations  include: 

Sitka-Greater  Sitka  Borough,  Alaska  1971 
Juneau-Greater  Juneau  Borough,  Alaska  1969 
Jacksonville-Duval  County,  Florida      1967 

STRENGTHS 

1.  Services  can  be  shared  while  retaining  local  govern- 
ment autonomy. 

2.  Economy  of  scale  can  be  maximized. 

3.  More  comprehensive  than  service  transfers. 

4.  Does  not  require  abolishment  of  existing  governments. 

5.  Can  provide  tax  and  service  equity  through  service 
and  tax  districts. 

WEAKNESSES 

1.  Fear  that  confederation  will  add  to  proliferation  of 
government  structure. 

2.  Muncipalities  may  feel  a  loss  of  power. 

3.  Confederated  relationships  between  governments  may 
not  be  well  defined,  leading  to  confusion. 


OPTIONS  FOR  MOST  ALTERNATIVE  FORMS 


COMMISSION  SIZE:   "not  less  than  3 

•not  less  than  5   (Commission-Chairman  form) 


COMMISSION  MEMBERS  ELECTED; 


at  large 

by  district 
•nominated  by  district,  elected 

at  large 
' combination 


COMMISSION  MEMBERS'  TERMS 


concurrent 
overlapping 


LENGTH  OF  OFFICE  OF  ALL  OFFICIALS:   -not  to  exceed  4  yrs . 

(except  Commission  form: 
commissioners  not  to  exceed 
6  yrs.) 


COMMISSION  CHAIRMAN: 


COMMUNITY  COUNCILS 


•elected  by  commission  from  their  own  number 
•  selected  as  provided  by  ordinance 
•elected  by  voters 

•  3  members  from  each  district  shall  be 

elected 
•may  be  authorized  by  ordinance 


ELECTIONS  CONDUCTED  ON: 


•Partisan  — or-- 
•Non-Partisan  basis 

(except  Town  Meeting:   Non-Partisan 
basis  only) 
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